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Introduction 

Until recent years there has been limited public on-line consultation and citizen engagement efforts sponsored or supported by governments. A scan of online consultation efforts in both North America and Europe confirms that governments have been slow to alter their existing consultation structures and enhance their face-to-face, committee, and interest group based structures with equivalent on-line efforts to support policy development. 

In the last two years however, federal government departments have embarked on a wide range of online consultation activities, using a number of different methodologies and technical solutions. As the Government of Canada invests in these new ways of engaging citizens, there is a need to build on the expertise of those departments pioneering online consultation efforts.

Public Works and Government Services Canada, through the Government Telecommunications and Informatics Services Sector, has a broad mandate to provide information and technological infrastructure to federal government departments and agencies.  As part of this mandate, the “Government Technology and Partnerships” branch is identifying and assessing emerging technologies used in online consultation/engagement/collaboration activities. This report builds on the knowledge and experience of federal government departments to date in identifying effective online tools for various types of public involvement processes. Furthermore, it documents the kind of support that department staff has identified as essential to helping them meet the unique challenges of online consultation. 
Report Highlights

· More and more Federal government departments and agencies are engaging in online consultation efforts as part of their public involvement activities. These consultation exercises include not only online feedback opportunities but increasingly online discussion-based opportunities for citizen engagement.

· In surveys and interviews with government staff from a wide variety of departments, 56% of respondents reported conducting consultations using an online discussion based process, a statistic suggesting a movement toward a more interactive model of policy consultation with Canadians.

· The online consultation tools utilized most often by federal departments include online survey tools, web-based discussions, content management systems (CMS) and email lists for discussion and dissemination purposes. 

· Departments report that further investigation is required to customize available tools for online discussion purposes, specifically with respect to language translation and data analysis requirements.

· A survey of online consultation practices indicated overwhelming support (over 80%) for the development of a common suite of online consultation tools that could be made available across federal departments. While many respondents offered specific recommendations as caveats to their support, they also expressed strong endorsement of a coordinated approach to technical development, customization, training and support for online consultation. How such a model might be implemented is a matter for further discussion among central agencies and federal departments.

Terms of Reference

Online consultation 

For the purposes of this report, online consultation refers to a process by which the government provides opportunities for citizens to submit feedback and input on a particular issue, or participate in discussions with the government using the Internet. Within the definition of online consultation, this report deals with two sub-categories or distinctions therein; online feedback and online discussion based consultations. 
Online feedback

For the purpose of this report, online feedback refers to a process by which the government creates opportunities for citizens to provide feedback and input on a particular issue, using the Internet. Examples of online feedback could include, using web-based forms, responding to questions in an online poll, or submitting qualitative responses to a policy document via email. These activities can be directed toward the general public or take the form of a targeted consultation with specific stakeholders invited to submit expertise and opinion on an issue or policy. Participants are generally provided with feedback at the end of the process in the form of a final report or consultation summary. Increasingly these feedback-based consultations are becoming more interactive through the use of online workbooks, where citizens work through a survey activity complete with supporting information and interactive decision trees. In this latter example, individuals make deliberative choices as they work through specific policy questions. 

Online discussion 

Online discussion refers to a process by which the government provides opportunities for citizens to interact with government and one another in a discussion, debate or online meeting. Feedback and information is generally provided to participants on an ongoing basis throughout the consultation activity.  Unlike the online feedback process of consultation, online discussion based consultations provide opportunities for the public, or selected representatives from particular interests or communities, to join a conversation, share ideas, collaborate on projects and build relationships through electronic communication.  Online discussion based consultations utilize Internet-based discussion tools, including Email Lists, Live Chat, Web-based discussion boards, and/or Group Collaboration applications.
Consultation vs. Collaboration –The focus of this study is an examination of technological approaches and applications that serve online consultation activities.  Many of the applications and technologies examined here may also prove useful for online collaboration.  The difference between consultation and collaboration is not always distinct or universally agreed upon just as many technologies used for online consultation are also incorporated into emerging online collaboration applications.  For the purposes of this report, online collaboration is defined as the use of Internet technologies that allow two or more groups to work together where all parties involved share the responsibility for the outcome of the project.  Online collaboration technologies hold tremendous potential for governments to engage with citizens and facilitate multi-sectored project workspaces online. While not within the scope of investigation for this report, the identification and assessment of technologies and practices that best serve online collaboration should be examined in greater detail in the future.
Methodology

Environmental Scan - In preparation for this report which builds on the current technology brief, an environmental scan and literature review were commissioned that examined the current landscape of online consultation with an emphasis on particular online tools used. For an annotated summary of the documents reviewed for the preparation of the e-scan please see Appendix A: On-Line Consultation Technologies Project Environmental Scan and Review.

Working Group - Public Works and Government Services Canada, through the Government Telecommunications and Informatics Services Branch and in collaboration with the Privy Council Office, formed a working group composed of seventeen representatives from across thirteen federal departments. This working group met in person and participated in discussions to review the e-scan summaries, and identify the emergent expertise and experience that departments have gained in their pioneering forays into online consultation. 

Survey - In order to facilitate knowledge sharing across departments and document best practices, a survey was distributed through the “Federal Consultation Network” and on the “Government On-line Network” to an estimated ninety representatives. Over twenty-five individuals responded, providing in-depth knowledge and best practices on online consultation technologies, including evaluations of specific tools and key considerations for the creation of a common suite of consultation tools, available for integration across Departments. For more information see Appendix B: Public Works and Government Services Canada Survey: E- Consultation Engagement Collaboration Departmental Experiences to Date and Appendix D:  On-Line Consultation Technologies Departmental Survey Summary.
Interviews with Key Informants -Interviews were also conducted with key informants across departments concerning their experience and assessment of specific Internet consultation tools. For a list of interview subjects see: Appendix C: Online Consultation Technologies Project Stakeholder Interviews.
Tool Analysis – Following the emergent findings from the departmental survey and interviews, a high level tool analysis was conducted of key online consultation technologies. This analysis formed the basis of a tool description and high level specifications and considerations outlined in this report.  

Environmental Scan and Literature Review

Since 2001, when the previous technology briefing document informing online consultation work was commissioned many jurisdictions have experimented with different approaches to this work. The environmental scan prepared for this report examined the current landscape of online consultation with a particular emphasis on tools used. This e-scan included a review of the evaluation work being undertaken by the European Union and revealed some useful insights. The following is a summary of the conclusions and insights that can be drawn:

· Tools and technology should support, not drive consultations

· There are no established “standardized” tools when it comes to online consultation, for tool selection processes vary based on consultation objectives and processes

· Jurisdictions are looking for ways to better incorporate discussion, deliberation and dialogue into online consultation and engagement activities

· It is reasonable to assume all existing Internet-based communication technologies will somehow need to be adapted for online consultation work in the future

· E-consultation needs a multidisciplinary approach in order to be successful; incorporating a wide variety of communication technologies including online and offline or “traditional” means 

· While the majority of online consultations continue to be “feedback” based submissions, Exploration is underway with multi-channel deliberative tools such as audio, video, web casting, live chat, text messaging and asynchronous web-based discussion. An example of this model is the “Virtual Agora” a pilot project sponsored by Carnegie Mellon's H.J. Heinz III School of Public Policy and Management 
· Natural Resources Canada (NRCan) is taking advantage of broadband networks to engage groups of people at multiple locations in learning and collaboration. Working with schools and communities, NRCan engages citizens in Iqualuit, Kangiqsualujjuaq (Quebec), St. John's, Gander, Ottawa, Buckingham, Toronto, Edmonton, and Vancouver. 
Emergent Findings from Departmental Feedback 

With a view to a more coordinated and coherent approach to engaging Canadians online and to supporting all federal departments in making the transition to online consultation, an inter-departmental survey was developed to assess the state of current online consultation efforts across the government. Respondents were asked to provide technical details on the software or tools utilized, as well as evaluative feedback on their relative merits and limitations. Furthermore, respondents were asked if they would support the development of a common suite of tools to support online consultation, and were encouraged to submit feedback on the nature and scope of support they would require to take advantage of these tools in their present and future online consultation activities.   

Current Online Consultation Methodology

The research undertaken for the environmental scan and literature review phase of this report on government online consultation reveals an almost exclusive reliance on a purely online feedback or submission based methodology, where departments make policy documents available online and offer an email form to citizens for feedback purposes. 

The survey of federal government staff conducted for this report suggests something different. The survey found that 36 % of the 25 departmental representatives surveyed, reported exclusive experience with online feedback consultation methodologies, while an equal number of respondents reported integrating online discussion consultation processes in their work. Combining this second statistic with the 20 % of respondents who reported the exclusive use of a discussion based methodology reveals that over 50% of respondents reported conducting consultations using an online discussion based process, a surprising statistic suggesting a movement toward a more interactive model of policy consultation with Canadians.
Table 1.0 Online Consultation Methodology Description

	Online Consultation Methodology Description



	9
	Conducted consultations in a online feedback process only


	36 %

	5
	Conducted consultations using online discussion based process only


	20 %

	9
	Conducted consultations using both online feedback and discussion based processes


	36 %

	2
	Did not provide details on consultation process or did not report having conducted online consultations 


	8 %


Support for a Common Suite of Online Consultation Tools

As indicated in the table below, there was overwhelming support for the development of a common suite of online consultation tools that could be made available across departments. While many respondents offered specific caveats to their support, they also provided a wide range of reasons for their endorsement of a coordinated approach to technical development, customization, training and support for online consultation.

Table 1.1 Departmental Support for a Common Suite of Online Consultation Tools

	Support for a Common Suite of Online Consultation Tools



	20
	Yes
	80%

	2
	No
	8 %

	1
	Undecided based on the need for more information or details
	4 %

	2
	Provided no response to this question
	8 %


Considerations and Recommendations for Common Suite of Tools

Support for a common suite of tools for online consultation came with a number of additional comments and recommendations. These recommendations and key considerations are outlined below:

Centralized, Streamlined Technical Services  

Strategic Deployment of Technology - The process needs to drive the technology, not vice-versa. There is a need for more research and development in identifying and customizing e-consultation tools. Furthermore, departments are seeking assistance with training, resources, and in-house technical support.

Security, Efficiency and Reliability – Respondents argued that a Government of Canada owned and operated service must involve measures taken to ensure the security of information being exchanged as well as the reliability of the service.  For example, the Government teleconference service saves the Government of Canada considerable time and resources.  A virtual network meeting facility or collaborative mechanism would perform a similar function and reap efficiencies in terms of time, travel and resources.  An additional benefit of such a service would be the elimination of unnecessary risks introduced by using commercial services operating over the Internet. Such a facility should be managed as a service provided by a central agency to all other Government of Canada departments and agencies.  In this way a measure of independence would be maintained and consistent service would be provided to all agencies.  The overall cost savings in terms of time and travel should be sufficient rationale to justify such a service.

Seamless integration with departments - All information captured must be fed into departmental records, and the e-consultation tools must seamlessly integrate with the departmental web sites that will have web pages and documents describing the projects of which the e-consultation is just a part.  Furthermore, the consultation tools must allow for the information to be archived and linked off the consultation portal site at www.consultingcanadians.gc.ca
Security features for internal consultation purposes - Some consultations will be internal-only or government-only so there must be some security features to control who can access each consultation

Privacy, information security, screening and filtering - The technology / platform should include mechanisms that will filter-out unwanted responses (i.e., spam). The suite of tools must also incorporate the necessary hardware/software to ensure the privacy of Canadian citizens.

Bilingual software – including dynamic updating, would be a useful improvement on existing commercially available online collaboration/consultation tools.  


Centralized design, moderation and collation – Need for a variety of tools with access to expertise to implement consultations online (e.g. design & moderate) and back-end collation/synthesis of e-responses is essential. Furthermore, the suite of tools should include built-in mechanisms / tools to sort qualitative data.


Centralized, Coordinated Communication with Citizens - Internal

Centralized knowledge base – A common suite of tools would allow for the leveraging of expertise across departments. This would be invaluable specifically with reference to e-collaboration across communities of interest in specific areas.

Improved government policy and service delivery - A suite of tools to facilitate e-consultations on policy or government service delivery would be desirable if it gave departments’ access to useful information that could be used to ultimately improve service delivery to Canadians.

Centralized Communication with Government - External

Centralized information exchange – A common suite of tools should provide an easily searchable and clearly organized consultation portal site that will help citizens decide if they want to take part in specific consultations replacing the need to scan several sites. This site should also document and archive consultations that have already taken place. 

Centralized training and support for end users – Technical support must be centralized and standardized not only to support departments but also respondents or stakeholders new to using online tools or overcoming language, accessibility barriers or technological access issues.

Feedback and Follow-up – Tools that make the submitted responses of others available for comparison and deliberative consideration as well as a feedback component so that citizens can respond to departmental “what we heard” follow-up reports

Common Look and Feel and Usability Standards for Citizens

Flexibility of use and implementation - A government-wide suite of tools needs to be flexible enough to accommodate both a common look and feel and customized graphics that may be created for a specific outreach purposes. For example, specific departments may have specific logos or images used for branding, advertising and outreach.
Consistency and ease of use – A consistent consultation interface for citizens/users should be in keeping with common look and feel standards and accessibility requirements. 

Departmental Supports Required to Utilize a Common Suite of Tools

Survey respondents provided in-depth feedback on what supports and assistance would be required for the successful and widespread implementation of a common suite of tools for online consultation and citizen engagement. These support requirements are as follows:

Technical Support - Technical support for software customization and content management of the consultation website.

Methodological Support - Access to expertise in validating questions to ensure consultation data can be converted to meaningful statistics.

Training - Training would be required to support the increased demands on staff and network connections.

Resources - Additional human and financial resources should be made available to departments to support their consultation activities.

Internal online consultation within departments - Respondents asserted that the practice of on-line consultation with external stakeholders is not likely to gain popularity until there is a greater practice of on-line consultation amongst departmental staff. It was argued that it is an important step for government staff such as policy analysts and program developers to familiarize themselves with online tools internally. Once these individuals have acquired training and experience in how to design and apply online tools to internal consultation and engagement activities, they will be more likely to understand when to use them effectively in their public involvement activities.

Online Consultation and Citizen Engagement Stages and Technologies

The technologies used to conduct online consultation directly with citizens can be strategically deployed throughout the life-cycle of consultation planning. The following outlines the six stages of online consultation and citizen engagement, the key tasks involved in each stage, and the relevant technologies which could be deployed throughout. 

Stage One: Preparation 

Setting clear objectives at the start of a consultation or engagement process is essential to a successful outcome.  Why are you conducting the consultation or engagement?  What do you want to find out?  What are you going to do with the results? Objectives should be established at the preparation stage, ideally in collaboration with the primary stakeholders. The following describes the key tasks involved in the preparation stage including relevant online tools to deploy to execute them:

Assess the internal and external environments – In consultation with ministers and officials, a scan should be conducted of related consultation efforts across departments/braches, community, media, NGO or other International governments for community consultations, policy and advocacy efforts on similar issues. An online survey can also be very useful in determining participant needs. As documents emerge from an e-scan they should be held in an online document management system just as contacts should be entered into a contact management solution. Introducing a web-based discussion area or email list for project updates and news will help establish buy-in and build momentum toward launch.

Develop clear objectives and desired outcomes, preferably in collaboration with participants. Using online discussion tools or a list serve will allow for added transparency and opportunities for feedback from participants during the preparation stage. 

Establish an evaluation plan to assess progress at critical points in the process.  At the beginning of the process, establish performance indicators for evaluating the success of the consultation or engagement process, as well as the outcome.  Establish project tracking, contact management and data analysis solutions at this stage. Having these data analysis requirements developed in advance will be essential in developing specifications for the online consultation tools in the design stage.

Co-ordinate activities and collaborate with other departments and public sector institutions on consultation planning - Examine and document related consultation outreach efforts both online and offline and where possible, co-ordinate the planning, dissemination and implementation of consultation activities, sharing results with established contacts. Using an online discussion area for planning will assist in this process, particularly with respect to developing a content plan for participants. A contact management solution should also be introduced to track relevant community or inter-departmental contacts by attributes such as region, title, community of interest affiliation etc.

Fig 2.0 – Preparation Stage Technologies
	Stage in the

Consultation Process


	Key Planning Components
	Online Technologies to Deploy

	Preparation
	· Assess internal and external environments 

· Develop clear objectives and desired outcomes

· Establish evaluation plan with performance indicators 

· Co-ordinate activities and collaborate with other public institutions on consultation planning


	Planning/Collaboration Tools:

· Email lists

· Online survey tool 

· Contact or stakeholder management tools 

· Web-based discussion and document management tools




Stage Two: Design 
The design phase involves matching objectives with available resources, technical tools and timelines. The design stage is where real collaboration and testing come to life and where online tools can be introduced as more central to consultation planning. The following describes the key tasks involved in the design stage including relevant online tools to deploy to execute them:
Determine criteria for participation/involvement - Ensure relevant, accessible and inclusive participation based on consultation objectives. Determine whether the desired participants will be best engaged by an open citizen’s forum as opposed to a “closed” or invitation-based consultation with targeted representatives from specific stakeholder groups. Finding the most effective structure through which to engage citizens will work to secure the most constructive experience for participants and ensure the consultation meets its objectives. 

Identify and involve participants in shaping the process and framing the issues - Engage and involve participants early in the shaping or, at the very least, reviewing of the consultation process and parameters of the issue. For example, consulting with a citizen’s advocacy group or social service voluntary sector organization to determine how to best engage a particular community will be invaluable in designing an accessible consultation that meets its objectives. Use a project planning web-based discussion tool with document management system to allow participant advisory groups to vet content, help establish terms of reference and identify dissemination channels early on in the process.
Establish budgets and timelines that include available resources both human and financial - Adequate resources both financial and human will need to be available to support the consultation to: prepare information in accessible formats, provide translation, facilitation, interpretation, data analysis and evaluation of both traditional and online processes as well as outreach, marketing, dissemination and follow up with participants. Consultation timelines should allow sufficient time for groups and individuals to become informed, examine issues, debate/dialogue, consult within their organizations and develop a considered response to a document or proposal.

Select, review and integrate research methodology - A research methodology must be integrated into survey questions, online discussion questions/topics etc that will ensure useful feedback. Develop a data analysis plan that integrates both quantitative and qualitative data as needed based on consultation objectives. 

Choose an approach, tools and resources that are appropriate to the issue and context - Important considerations include the scope of the issue being discussed, the specific sectors being affected, the level of knowledge or expertise required to participate, stage of the policy, program, service or initiative being examined, and accessibility barriers both technical and social to participation and content needs. Using online tools to assist with planning and participant advisory group testing will aid departments to build capacity delivering consultation services online and anticipate barriers and challenges in advance of implementation.

Assess consultation content requirements - Consultation content needs may include information that defines the consultation environment such as terms of reference, policies and procedures, supporting information that a participant would require to enter into the consultation such as background documents,  policy drafts, or previous research, information submitted by or exchanged between participants such as responses to a survey question, summaries or consolidations of participant information and finally any feedback to participants such as responses generated by the consultation system and information on the outcomes of the consultation- i.e. tally of votes, complex consolidation of various inputs. 

Develop Content Management Plan - A responsive and flexible approach to content management will require that departmental staff be empowered with the capacity to add, disseminate and edit content flowing to and from the consultation. CMS or Content Management Systems manage these functions through an administrative interface but any tools that are incorporated into the online consultation must be set up to integrate with HTML, graphics and navigational elements as well as export or integrate with legacy contact management or document management systems. 

Develop Policies, Procedures and “Terms of Reference” for the consultation environment - Develop policies and procedures for privacy and security policies, language requirements, acceptable use, and facilitation/moderation methodology as required. For example, it is at this stage that the decision to allow for anonymous or authenticated user participation would be made. Furthermore polices will need to be developed on how user information will be collected and shared. Finally, connected to the facilitation or moderation strategy, departmental staff will need to secure 24/7 administrative access outside of department firewall to manage content, field participant questions and moderate submissions.

Develop a communications strategy for managing participant feedback - This strategy should include feedback policies that clearly link participants throughout the process to decisions being made. Maintain a stakeholder management and tracking solution for participant input. 

Fig 2.1 – Design Stage Technologies

	Stage in the

Consultation Process


	Key Planning Components
	Online Technologies to Deploy

	Design


	· Determine criteria for participation 

· Establish budgets and timelines 

· Select, review and integrate research methodology 

· Select a technical approach, tools and resources 

· Assess consultation content requirements 

· Develop content management plan

· Develop policies, procedures and “terms of reference” 

· Develop a communications strategy for dissemination and managing  feedback 

· Set up export/integration with systems for data analysis, stakeholder management, and document storage 
	Planning Collaboration Tools:

· Email lists

· Site specific search engine or searchable database to integrate content with consultation issues

· Online survey tool with branch decision options interactive question ordering 

· Contact/stakeholder/data management tools

· Web-based discussion and document management tool for reviewing interface mock-ups

Public Consultation Support Tools:
· Data Analysis Tools

· Dynamic Content Management Solution (CMS) for adding content/support materials to the website

· Moderator/facilitation tools for monitoring discussions and adding/editing/supporting participants




Stage Three: Consultation Implementation 

The consultation implementation stage is the point at which tools are customized, content is circulated and supports are positioned to ensure the exercise runs smoothly. The success of the implementation stage can be measured by the extent to which the consultation plan and design have been adhered to and adapted to response to changes in circumstances. The implementation stage is an opportunity to build upon prior planning by developing more specific procedures and best practices as issues emerge. The following describes the key tasks involved in the implementation stage including relevant online tools to deploy to execute them:
Customize online tools for integration - Based on the outcomes of the preparation and design stage; the tools should be customized to meet the accessibility and content needs of participants, and the administrative or knowledge needs of the consultation. Depending on the nature of the consultation activity, this may include simply adding consultation invitees to an email list, to the custom fields mapping within content management system tools, in order to integrate with data analysis solutions.

Graphically integrate and translate all interfaces - Based on feedback from participant advisory groups and in keeping with common look and feel and official languages policies. Translation services may need to be employed throughout the life of the consultation as per the outcomes of the planning and design phase. Integrate and translate tool interfaces within departmental and participating websites to ensure an effective navigation and content distribution across consultation partners. This consistency will also aid in dissemination and usability for participant stakeholders.

Implement the facilitation processes - Based on the outcomes of the planning and design phase online facilitators should be selected, trained and involved in supporting, promoting and managing the consultation. If hired from outside the department, these external contractors should be given administrative access to tools to ensure they are able to manage the consultation effectively. 

Integrate polices to participants regarding security, acceptable use, terms of reference etc. - Integrated with the facilitation procedures, participants should be made aware of the policies and terms of reference for the consultation environment and given an opportunity to provide feedback accordingly.

Continually assess and adapt work plans and technical elements to reflect participant feedback and consultation objectives - Once the consultation activity has begun, participant feedback and evaluations should be integrated where possible to improve the tool, content, facilitation process or dissemination methodologies being utilized. All online tools should have feedback and evaluative measures built into them to allow for a responsive approach to participant input.

Fig 2.2 – Consultation Implementation Stage Technologies
	Stage in the

Consultation Process


	Key Planning Components
	Online Technologies to Deploy

	Consultation

Implementation


	· Customize tools 

· Customize and translate all content and interfaces, integrating tools within departmental and participating websites

· Implement the dissemination and facilitation processes

· Integrate polices regarding security, acceptable use, terms of reference etc.

· Evaluate and revise to reflect participant feedback and consultation objectives
	Public Online Consultation Tools:

· Online Submission Form 

· Public Email lists 

· Web-based discussion and document sharing tools 

· Content Management System (CMS) 

· Live Chat

· Online Surveys 

· Interactive Workbooks

· Streamed audio/video conferencing

· Live web casting

· Wireless (WAP) technology


Stage Four: Data Synthesis, Analysis and Integration

Protocols for how information and consultation data should be handled should be established during the planning and design stage and implemented during the analysis stage. Consultation analysis procedures must clearly define the impact of legislative requirements regarding archives, information holding, privacy, access to information, etc. Consultation analysis protocols must also define how submissions received through relevant “off line” procedures such as round table discussions or hearings should be integrated or related to the online consultation data.

To a large extent, the volume, rate, nature of participant input, and the consultation plan determine the complexity of the analysis. Quantitative results may be managed with the aid of statistical analysis software. Data analysis solutions are also emerging to sort, categorize and analyze quantitative and more complex qualitative submissions. Finally, technologies must also be employed to manage the residual data arising from the consultation such as stakeholder contact information or submitted documents. The following describes the key tasks involved in the analysis stage including relevant online tools to deploy in order to execute them:

Ensuring participant information management procedures respect security, privacy and participation objectives - During analysis participant information will need to be handled in a manner that respects the privacy of the participant in accordance with the consultation policy; ensures equal consideration is given to all inputs; - ensures analysis reflects participant inputs; and ensures conclusions are accurate and responsive to the analysis.

Customizing data logs or analysis outputs for integration into statistical or analysis software and consolidated summaries - Consolidation reduces the volume, decreases redundancy and, when provided back to participants in the form of summaries/updates, encourages moving the consultation forward. In simple cases inputs can be enumerated (counting votes, or weighting in surveys). Survey or interactive workbook technologies should allow for “live” summaries of quantitative data to be made available to site administrators to disseminate among participants as needed.

Ensuring that qualitative data is available for analysis, synthesis and dissemination - The real challenge arises in finding technologies to automate the consolidation and summation of complex qualitative submissions. Such technology must be capable of synthesizing large volumes of data (possibly unstructured), and must respond to issues of translation, context and culture.  Present consultation sites tend to avoid these issues by using simple summation and aggregation technologies, leaving the analysis and synthesis to off-line analysts. While complex analysis and synthesis will always rely on the knowledge of policy analysts and communications experts, online consultation technologies must be set up to capture and tag qualitative data intelligently. 

Fig 2.3 – Data Synthesis, Analysis and Integration Stage Technologies

	Stage in the

Consultation Process


	Key Planning Components
	Online Technologies to Deploy

	Analysis


	· Ensure participant information management procedures respect security, privacy and authentication

· Customizing data logs or analysis outputs for integration into statistical or analysis software

· Ensuring that quantitative data is available for analysis, synthesis and dissemination

· Integrate with related “offline” consultation data/processes where applicable
	Data Synthesis, Analysis and Integration Tools:

· Data analysis outputs with detailed statistics on participation volume by specific attributes such as region, age or language 

· Access to “raw” data or log files for integration into other applications

· Data analysis outputs with statistical analysis of quantitative data including graph building tools


Stage Five: Feedback and Follow-up 

Consultation participants expect to see how their contributions are being used and to be acknowledged for their efforts. The feedback and follow-up stage ensures the consultation host is accountable to participants for the process. The first step in accountability is feedback.  Participants and the consultation host are encouraged to give feedback on the effectiveness and efficiency of the process, which is reflected in the final consultation report.  The consultation team not only thanks the participants for their contributions, but informs them as to how their input was used in recommendations regarding the policy, program, service or initiative on which they were consulted. The following describes the key tasks involved in the feedback and follow-up stage, including relevant online tools to deploy in order to execute them:
Support the consultation with new content, related documents, feedback summaries and hands-on facilitation/moderation as planned - Context, community and content support consultations. It is imperative that consultation processes be supported with content such as related documents, policy briefs, prior research or related news. Although the majority of content preparation work should be done in the consultation implementation stage, a responsive approach to online consultation that incorporates participant feedback and questions may also require that contextual content be added throughout the life of the consultation. These can be as simple as FAQ style information sharing but may also include feedback and summaries of consultation efforts including survey results, discussion summaries or archived web-casts. This content can be added throughout the process to encourage ongoing participation and deliberation. Data analysis tools that can allow for “live” statistics with limited analysis can be very useful, as can email weekly digests of posted content within content management system tools in providing an ongoing feedback loop. 

Seek participant feedback and evaluation throughout the process - The feedback and follow-up stage ensures that the institution is accountable to participants for the process.  Participants are encouraged to give feedback on the effectiveness and efficiency of the process, which is reflected in the final consultation report. Mechanisms to gather feedback and evaluation should be built into each technical component of the consultation. This feedback should be gathered before, during and after the process has been completed. 

Provide Participants with information on next steps - The institution or department sponsoring the consultation should thank participants for their contributions and tell them how their input was considered in the development of the policy, program, service or initiative on which they were consulted. If appropriate, participants should be encouraged to participate in future consultations via an email list serve keeping them informed of next steps.

Disseminate final consultation reports – When appropriate, final consultation reports should be disseminated to all participants. If possible, these reports should be distributed widely within the host department as well as throughout stakeholder communities of interest and the media. 

Fig 2.4 – Feedback and Follow-up Stage Technologies
	Stage in the

Consultation Process


	Key Planning Components
	Online Technologies to Deploy

	Feedback and 

Follow-up


	· In addition to the content plan established in the implementation stage, feedback from the consultation may require new content, related documents, feedback summaries and hands-on facilitation/moderation to be added

· Seek participant feedback and evaluation throughout the process 

· Provide participants with information on next steps
· Disseminate final consultation reports 


	Consultation Administrative Tools:

· Feedback and evaluation tools integrated throughout the consultation 

· Integrated email auto-responders 

· Stakeholder management solutions integrated with mail merge, list serve and form letter outputs

· Data analysis outputs with live web statistics on participation volume by specific attributes such as region, age or language 

· Multi-level moderation and facilitation communication tools integrated into data and stakeholder management systems


Stage Six: Evaluation

An evaluation strategy should be planned well in advance of the consultation and executed throughout the implementation stage of the consultation. Adjustments to the consultation planning will need to be made according the outcomes of ongoing evaluation. Once the process is complete, assessment of overall results and documenting of lessons learned are critical.  The effectiveness, efficiency, and impact of the consultation are key elements that should be assessed throughout and synthesized at this final stage. The following describes the key tasks involved in the evaluation stage including relevant online tools to deploy to execute them:

Evaluating process and outcomes, sharing lessons learned – Documenting challenges, best practices and lessons learned should not be left exclusively to this final stage but should be tracked and recorded throughout the planning cycle of the consultation. This will be aided particularly through the use of an online discussion tool to manage planning and process challenges as they emerge.

How the success of a process is measured is determined in large part during the preparation stage when clear, measurable objectives for the consultation are identified.  At this final juncture, evaluation reflects back on the process to determine the degree of success in achieving planned objectives.  Tools for assessing effectiveness, measuring outcomes and final results include interviews, structured meetings or brainstorming sessions with participants, feedback from a third party evaluators familiar with the content of the consultation, surveys, focus groups and case studies. All of these evaluation methodologies can be enhanced and supported by the same online tools used for planning, collaboration and consultation administration.

Sharing and disseminating evaluation results within government and consultation community partners as needed - Once evaluation is complete and both formal and informal information is gathered and synthesized on the consultation, sharing this information within your own department and with the Privy Council Office will contribute to a government wide body of knowledge and expertise on online consultation. Strategic deployment of planning and collaboration tools can aid in this process where interested parties can elect to share information as online working groups. Once the final consultation report is released, it can be shared on the www.consultingcanadians.gc.ca website. 

Fig 2.5 – Evaluation Stage Technologies
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	Key Planning Components
	Online Technologies to Deploy

	Evaluation


	· Evaluating process and outcomes, sharing lessons learned.

· Sharing and disseminating evaluation results within government and consultation community partners as needed
	Planning Collaboration and Consultation Administration Tools:

· Feedback and evaluation tools integrated throughout the consultation 

· Online Survey Tool 

· Contact/Stakeholder Management Tool

· Web-based Discussion and Document Management Tool

· Data Analysis Solution




Tool Description and High Level Specifications
Email lists

Email lists are the oldest type of online consultation technology.  Generally speaking lists are setup in two ways; a newsletter/bulletin format where users receive a message but cannot reply to it or e-mail lists as a discussion tool, where all messages and replies go to all subscribers on the list.  E-mail lists were once the most popular way to engage large groups of people online but increasingly they are being replaced by web-based applications.  E-mail list are affordable, highly accessible, require little bandwidth and can be deployed using basic email software.  Participants using software for the visually impaired can also easily use e-mail lists. Features and other considerations about e-mail lists include:  
· The list software should allow both for text and html versions of the same messages

· Users should be able to subscribe or unsubscribe through a web interface

· The system should allow for easy or automatic archiving of old list postings to a web page

· Software should support both moderated and un-moderated lists

· Email lists should be enabled to automatically pull content from other sources (e.g. discussion boards through email notification of new postings or digests of upcoming events from an interactive web-based consultation events calendar)

In May 2000, Status of Women Canada (SWC) initiated a two-part consultation process to seek input from women’s and other equality-seeking organizations on a UN document to be negotiated in June 2000 at the United Nations General Assembly Special Session in New York, commonly referred to as Beijing +5. Status of Women Canada chose to use email as the way to consult with women. Their experience revealed the need to plan for staff changes, become familiar with the administration of the list before starting and plan to archive messages as required by the Access to Information Policy. 

Web-based discussion and document sharing tools

Web based discussions have been available for many years having evolved out of the bulletin board systems of the early Internet. One of the key characteristics of web-based discussion is its asynchronous nature, which allows users to carry on text based conversations without needing to log on at the same time. They also offer superior searching and archiving options to email lists. Features and key considerations include:

· Software should allow for multiple discussions

· Varying levels of password protection and moderation may be required

· User profiles should be available to other participants of discussions

· Users should be able to customization features of  the discussion interface

· A separate password protected site for administrators is required with options for moderator level of access of specific discussions

· The system should allow for threaded discussions with the ability to expand or collapse threads for information management and archiving

· Users should be able to easily identify new postings and total number of postings in a thread.

· User should be able to receive an e-mail alerting them of a new posting. This e-mail should be able to quote the new posting and link directly to it

· Uploaded files in a variety of formats may need to be associated with individual messages.

· Types of file should be limited to commonly used types in order to prevent viruses from being spread

· Users should have access to a search function that allows users to search by date, title, keywords and file titles

While web-based discussion tools do facilitate document sharing, there are considerably more robust pieces of software that specialize in document management for group collaboration.  Features of this kind of software include:

· Knowledge object types

· Knowledge objects organized to a taxonomy of content areas

· Indexing and cataloguing of documents

· Document Checkout

· Summary document previews

The use of an online facilitator to guide a web-based discussion has proved to be an important component to successful dialogue-based engagement exercise. The Department of Canadian Heritage has successfully used online facilitators to encourage participation, summarize postings, distribute content to make it more accessible, and acknowledge user contributions. The use of third party or outside bi-lingual facilitators proved useful in helping participants join the discussion. An evaluation of this project revealed the need to be aware of the substantial effort involved in facilitating a bi-lingual online dialogue. 

Content Management System (CMS) Tools

Content management systems facilitate the creation, and publication of content to a web site without the technical assistance of HTML developers or website designers. Content managers have access to utilities that allow easy publishing of documents across single or clusters of web sites.  In most cases content is entered through web forms and stored in a back end database.  The system then serves the content up to the web site(s). Online community tools (such as Sitescape) are one example of content management systems. Common applications included in a CMS are, events calendars, discussion forums, chat, resource library and online surveys.  Key considerations:

· Data should be easily extracted for analysis purposes

· Should allow for both anonymous and logged in users (password protection)

· Should allow for multiple user permission levels (on a content as well as administrative functionality basis)

· It should be easy to customize the look and feel of communities without extensive knowledge of HTML

· In the event of a CMS tool that offers a suite of tools, options should be available to disable them as needed depending on the design of the consultation activity

Given the number of different applications included in these tools, they may be useful in the creation of an overall consultation web site.


Live Chat

Live chat is a system that allows 2 or more users to interact in a synchronous or “real time” text-based discussion.  Chats can be one to one, one to many or many to many although their usefulness for very large groups is limited. Some key features and points to consider:

· Chat systems can be stand alone or bundled into larger web-based discussion tools or CMS tools

· They may require users to download software in order to participate

· Chat systems need to allow for moderated chat sessions. Moderators control the flow of messages and release messages at the appropriate time. Moderated chats are important when a “special” guest is participating (e.g. a minister)

· Ensure that outcomes of chat sessions are easily captured for archiving purposes and allow some analysis (sorting postings by chat participant for example)

· Users should be able to see a list of who is in the chat room and invite others into breakaway discussions.  When part of larger CMS tools, users should be able to see how is logged into the community and invite others into impromptu or organized chats

· Issues of access include; chat tools are often unusable for people with visual impairments, some organizations prevent their employees from participating in chats by preventing the download of executable software or blocking common chat web sites

Although live chats can be unwieldy, especially as the number of participants increase, the technology is becoming increasingly popular for online communication, especially among young Canadians. It is safe to assume that more and more Canadians will become comfortable using live chat in the near future.


The Rural Dialogue sponsored by the Rural Secretariat held a synchronous chat session with the Secretary of State for Rural Development and a group of young people. The messages were moderated (previewed and held before posting) to allow for young people from across the country have fair representation in the discussion. Bilingualism was a challenge presented by live chat technology.

Online Survey tools

Online surveys are often an important part of a consultation.  Online surveys (e-mail or web based) are increasingly easy to implement as a number of companies are marketing survey building tools.  These tools allow you to define not only the wording of the questions but also the type of question you are asking (short answer, multiple-choice, rate on a scale etc.). Many of these survey tools can be purchased as licensed software packages or as a pay per survey (ASP).  

· A survey tool should allow for multiple survey platforms including, text email, html e-mail web site and handheld (Palm OS, Pocket PC)

· A wide variety of available question types is important

· Should employ an easy to use interface to set-up surveys (non technical staff should be able to use the tools with minimal training and support)

· E-mail invitation to participate should be built-in

· Track participants (who has completed, who hasn’t etc.)

· Survey persistence (ability of respondents to leave and return to the survey later)

· Built in analysis software with export to an easily importable file (e.g. CSV)

· Question branching (ability to skip questions or sections of the survey based on a response)

· Question piping (response given in one survey can be used in a later survey)

Most of these packages come with some built in tool to analyze the responses, however for the purposes of online consultation, it must be ensured that the data can be extracted into a commonly recognizable database file. 


Online Interactive Workbooks

Interactive workbooks are a type of online deliberative survey.  While a survey looks to get a snapshot of the respondent’s views, a workbook presents information as it asks questions.  Workbooks allow respondents to go back and change answers based on new information presented to them as they move through the workbook. Many of the characteristics of good online surveys apply to online workbooks. Some key considerations are:

· Advanced question branching – both information to be considered and subsequent questions are determined by the responses.

· Generally, workbooks take a greater amount of time than a simple survey, it is therefore important to ensure that “survey persistence” is a feature of the application so that respondents can leave and return to the workbook when convenient.  

· Data analysis will likely be more complex than with an online survey therefore backend data and must be in a useable format for any analysis tools that may be employed.

The Romanow Commission used an online deliberative workbook as part of the larger web site for the consultation stage of its work. The workbook was available online and was completed by over 16,000 Canadians. Qualitative data was analyzed using commercially available software. Data sets where collected and exported into the software. Quantitative data was analyzed in two ways. Summary statistics and cumulative reports were created as the workbooks were completed online. Secondly the data, once collected, was exported into standardized statistical software for analysis. Online tools had the ability to export data following open standards for data migration. 

Integrated stakeholder management tools


Stakeholder management tools serve a dual purpose.  On one hand they serve an administrative function supporting letter writing, mass mailings and general contact management.  The other function directly supports consultation activities by being the primary tool for stakeholder identification when building invitation lists.  Key considerations:

· Support the creation and implementation of a keyword lexicon to describe stakeholder activities and interests

· Seamless integration into other consultation tools/practices.

· Easily allow tracking participation in consultations.

· Facilitate invitations to participate in consultation/engagement activities.

· Web access to some views of the data is important to allow stakeholders to keep their information up to date and provide government employees conducting consultations access to data when they aren’t able to access the departmental networks.

These tools support both online and traditional consultation activities.

The use of stakeholder management technology appears to be limited to existing departmental systems such as email and other intranet based tools. Research conducted for this report indicates that stakeholder management, for example, is typically managed haphazardly and depends on individual staff to collect contacts and keep lists in formats ranging from email address books to WordPerfect files. A number of respondents in follow-up interviews identified the need for more comprehensive lists of people to invite and contact for outreach and promotion of their consultations. 

The Department of Foreign Affairs and International Trade has a developed a system to track stakeholders who have participated in consultations with the department. Currently there are over two thousand records in an SQL based database running on the department’s intranet. Staff can track invitations; consultation participation and basic contact information as well as information about stakeholder feedback on specific issues. The system allows for both private and public lists, protecting participant information of a more sensitive nature. Keeping the data current and useful is an ongoing difficulty. It was reported that the challenge lies not in the technology, but in the protocols for data entry, access, and maintenance. 

Data analysis and management tools

Vital to the design of the consultation is the capacity to analyse both quantitative and qualitative data. At a minimum online surveys, participant registration systems and submission forms should be designed so that data can be exported and integrated into statistical data analysis systems (SPSS for example). Furthermore qualitative data such as submitted comments, online discussion postings or list serve content should be designed with automated mechanisms to collect, organize and disseminate this data based on the objectives of the consultation using data analysis software. Where appropriate, sampling of data analysis should also be available to participants throughout the life cycle of the consultation activity.

Future Trends in Online Consultation Technologies and Deliberation Tools


Streamed audio/video and live web casting

The use of streamed audio and video and live web casting with respect to consultation is still in its nascent state.   Exactly how to best use these technologies is not completely clear. Some considerations:

Recorded audio or video submissions to a consultation could be made available online.  Recordings should be divided into “digestible chunks” in order to accommodate lower bandwidth users.

Audio/Video pieces need to be catalogued and indexed by appropriate keyword in order to facilitate effective searching.

Using the web as a broadcast medium has a number of advantages.  Given the relatively expensive alternative of a closed video conferencing system, the Internet holds the promise of an inexpensive alternative.  Private sector companies provide licensed software that facilitates web video conferencing using the customer’s hardware and are generally sold based on the number of projected simultaneous users.  Initial costs for the software are relatively high and still require participants to have special equipment (cameras, microphones etc.) in order to participate.  Although the direction of this technology is leading away from proprietary systems and specially equipped video conferencing rooms, easy deployment of live web casting for consultation purposes is not yet practical. 

Wireless Text Messaging and WAP enabled technology

The increasing use of wireless technology like cellular phones to access information (non-voice) suggest that there may be applications for consultation.   Applications may include:

· Quick polling

· Downloadable text message invitations to participate

· Promotion of consultation activities

· Deadline reminders for participants

Gaming Technology

Some very preliminary experiments using gaming as a method of consultation are taking place.  The Regional Municipality of Whistler B.C. employed software similar to the popular game SIM City in order to illustrate to residents the impact that changes to municipal planning would have, at a special meeting on the future of Whistler. Although not online (Internet based) this example illustrates how seemingly unrelated technologies can be adapted to consultation. Gaming technologies may have specific application when engaging youth or students for online consultation activities.


Conclusion

The research, surveys and interviews conducted for this report indicate that considerable innovation in the field of online consultation is ongoing across the Canadian government. An examination of Internet technologies being utilized by federal departments reveals that the tools most commonly used for the purposes of online consultation include online survey tools, web-based discussion and document sharing tools, content management systems and email lists for discussion, broadcasting and dissemination purposes.

As departments strive to integrate online technology into their consultation work there is a need to continually identify specific tools and software solutions that meet the unique challenges of online citizen consultation and engagement. A consolidated suite of tools that are flexible, robust and customized to integrate across federal departments holds great promise in meeting this need. Further investigation, research and beta-testing are required to determine the technical specifications and customization requirements for this suite of tools.

Beyond chiefly technical considerations however, departments are also seeking a more coordinated approach to the planning, design, implementation, dissemination and evaluation of online consultation and engagement activities. Further investigation and study must also therefore be conducted on the best model for the implementation and coordinated delivery of online consultation services across the federal government. 

The potential benefits of a centralized government body invested with the expertise and resources to assist departments in this area, include considerable cost saving and reduction in duplication of effort. This model also leverages the emerging expertise and continuous evolution of experience that departments have gained in their pioneering forays into online consultation. This centralized knowledge base would support lateral learning and knowledge sharing across departments. The creation of a centralized body invested with the expertise to develop and customize online consultation tools would also secure a more coordinated, and sustainable relationship to private sector software developers innovatively working in this area. Finally and most importantly, a centralized gateway or portal of online consultation opportunities customized to meet the highest usability and accessibility requirements will provide an improved vehicle for citizens to engage with their government and holds the promise of a more effective, responsive Canadian democracy. 

Public Works and Government Services Canada 

Government Telecommunications and Informatics Services

On-Line Consultation Technologies Report

Appendix A: On-Line Consultation Technologies Project Environmental Scan and Review

Introduction

As part of the Environmental Scan and Review phase of the project, Meta Strategies reviewed a number of articles and reports addressing the current issues and challenges facing e-consultation in the Canadian federal government and the greater International context. The following presents an annotated summary of the key documents reviewed to be added as an appendix to the revised technology brief on on-line consultation. 

Although most articles addressed a wide spectrum of issues, we have ordered the articles according to the following three categories:

· E-consultation Background and Planning Documents

· E-consultation Evaluation

· E-consultation Tool Selection 

Please Note: Articles that contain a tool-specific focus that will be particularly key in developing a frame work for identifying and evaluating online consultation tools are identified with three asterisks *** before the title. 

E-consultation Background and Planning Documents

Title: The Challenge of E-democracy for Political Parties by Grant Kippen and Gordon Jenkins

Produced By: Prospects for Electronic Democracy conference, Sponsored by the Community Connections Project of the Institute for the Study of Information Technology and Society, H.J. Heinz III School of Public Policy and Management, Carnegie Mellon University, 2002

Source: Abstract and ordering information available at: http://www.hillwatch.com/publications/politicschallenge.htm
Summary: The intent of this paper is to explore the challenge e-democracy poses for political parties and draws upon two principal sources of information. The first source draws upon interviews conducted with elected representatives, political party officials in Canada and the United States, the Chief Electoral Officer of Canada, senior officials within the Parliamentary Centre and Congressional Management Foundation, and individuals involved in providing Internet campaign services to candidates in the United States. The second source of information comes from a review of books, studies, articles and other related publications that explored the issue of e-democracy, the impact of the Internet on political parties as well as e-business and e-government. The article attempts by exploring some of trends and developments surrounding e-business and e-government, to identify the challenges and opportunities that e-democracy poses for political parties. While this article makes no specific mention of tools it is useful in identifying barriers and challenges to online consultation adaptation by political parties and MPs including some useful quotes and testimonials to provide background and context.

Title: E-Citizenship “The State of E-Democracy in European Cities by Alaisdar Mangham  

Produced By: EVE E-Democracy: Scenarios for 2010 Round Table No.1 

Source: Available online at:  http://www.eve.cnrs.fr/Round%20Table%201WEB.pdf
Summary: Telecities is an organization of 120 leading local authorities from 20 countries across Europe. The organization aims to share experience and develop practical solutions to achieve an Inclusive Information Society and to promote E-government and to promote E-government and E-citizenship for all at local and European level. The Edemocracy working group carried out a survey of Twenty TeleCities’ members. Its purpose was to gather some best practice experiences on the use of E-democracy by European cities and to stimulate interest in E-democracy. It also looks at some of the issues around the definitions of e-democracy particularly in the light of the re-engineering of public services across Europe. 

Title: E-Government – Connecting Efficient Administration and Responsive Democracy 

Produced By: The Bertelsmann Foundation and Booz, Allen and Hamilton, 2001

Source: PDF version available online at: http://www.begix.de/en/studie/studie.pdf
Summary: The Bertelsmann Foundation has conducted an international study to identify criteria of success for outstanding E-government performance in local and governmental administration. The research is meant to provide, for one, a solid basis for a forward-looking definition of what constitutes “good E-government”. The second objective of the study is to outline the elements of a strategy both for administrators and the private sector on how to put electronic service delivery and the promises of digital democracy into practice. There is no tool-specific analysis conducted in this study, but it does provide useful strategic best practices with respect to the integration of both online service delivery/administration and e-democracy.

Title: Electronic Democracy and Young People by Ann Macintosh, Edmund Robson, Ella Smith and Angus Whyte, Napier University

Produced By: Social Science Computer Review, Vol. 21 No. 1, Spring 2003 43-54

Source: PDF version available by request. Similar article by Ann Macintosh on the same research project available online at: http://itc.napier.ac.uk/ITC_Home/Documents/youth-sweden.pdf
Summary: This paper examines action to address young peoples’ apathy to the democratic process and politics in general. It considers the possibilities for extending e-democracy to support wider democratic participation using ICT to engage young people. The paper describes two e-democracy systems in use in Scotland which provide young people with an opportunity both to participate in and to understand democratic decision-making. The emphasis of the article is on content management and moderation of e-consultations for young people. 

Title: E-Participation in Local Government by Ian Kearns, Jamie Bend and Beatrice Stern 

Produced By: The Institute for Public Policy Research, London, 2002 

Source: Available online at: http://www.ippr.org.uk/research/files/team34/project80/eparticipation.pdf
Summary: This report on online participation in local government ignites a new debate on e-democracy policy by presenting new primary research evidence into the scale and character of current online participation practices in local authorities in England and Wales. The article aims to measure such practices against a set of Good Practice Guidelines and set out a new strategic rationale for local and national government taking e-democracy policy more seriously. In addition, they make ambitious new policy proposals spanning local authorities, local authority support bodies and central government aimed at transforming the e-democracy landscape. 

Title: Engaging Citizens Online for Better Policy-making 
Produced By: OECD – Policy Briefing March 2003.

Source: Available online at:  http://www.oecd.org/pdf/M00039000/M00039857.pdf  


Summary: This document from the Organisation for Economic Co-operation and Development (OECD) incorporates clear summaries of best practices to date, a set of principles and a breakdown of the policy making process. This breakdown is matched by tools most likely to be useful for engagement at each one of those stages. An outline of an approach to evaluating online engagement work is also provided. 
E-consultation Evaluation

Title: Analysis and Evaluation of E-Consultations – by Angus Whyte and Ann Macintosh 
Produced By: E-Services Journal, Indiana University Press, 2003

Source: PDF version available by request. Similar article by Ann Macintosh on the e-consultation project evaluation available online at: 

http://itc.napier.ac.uk/ITC_Home/Documents/Youth_Summit_Evaluation.pdf
Summary: This article looks at the need to evaluate e-consultations, and the challenges faced when doing so.  The authors propose an approach to evaluation as well as some of the pitfalls to overcome.  This is an excellent article, but does not have a real tool focus. That being said, the article demonstrates the value to considering evaluation and the choice of tools at the front end of the project, instead of at the very end.

***Title: E-Citizenship “A Roadmap for 2010” – Laurence Monnoyer-Smith and Pierre-André Merlin
Produced By: EVE E-Democracy: Scenarios for 2010 – Round Table No.1: 

Source: Available online at http://www.eve.cnrs.fr/Round%20Table%201WEB.pdf
Summary: One of the objectives of EVE is to present the various models of citizenship

challenged by the use of electronic tools and to study the evolution of these models. The use of technology in the field of e-democracy might actually strengthen certain types of models to the detriment of others. This article addresses how technology is used within those models and what the impact is on e-citizenship of the various European and American experiments. A tool-oriented citizenship model is presented in a grid based on the Model of Participation, the Decision making model, Model of citizenship,   Model of Decision and the Main Technologies used which produces a useful framework for case studies and project evaluation.
Title: Working Groups Summary of Findings and Perspective for Further Progress Produced By: EVE Position Paper v3.0 on 12 September 2002 

Source: Available online at: http://www.eve.cnrs.fr/restricted/EVE%20WGs%20Common%20Position%20Paper%20v30.pdf
Summary: A key question addressed by the working group on Technologies was – of the technologies that have been already tested and implemented in various sectors of business what makes it more difficult, easier or simply different in the context of e-democracy? The most relevant sections of this report would be WG3 – Technology supporting e-democracy, effectively or potentially, and experience gained through various implementations and Annex 7 on evaluation, Annex 10. Segmentation of the Generic Structure Components of ICT used, and Annex 11: Mapping of EVE Cluster Projects According to Generic Structure.
E-consultation Tool Selection

***Title: Consulting and Engaging Canadians: Guidelines for Online Consultation and Engagement

Produced By: Privy Council Office and Treasury Board of Canada Secretariat

Source: These guidelines are part of a larger package of guidelines on citizen consultation and engagement entitled “Government of Canada Policy on Consulting and Engaging Canadians”. Revised in September of 2001 these guidelines are still in draft form but are available by request through The Privy Council Office. Contact Debbie Cook for more information at dcook@pco-bcp.gc.ca
Summary: Given the rapid evolution of technology and continuing changes in the online government environment, the guidelines in this Appendix of the Consultation and Citizen Engagement Policy of the Government of Canada are to be viewed as a work-in-progress. Their purpose is to support public service managers in the use of new information technologies for consulting and engaging Canadians. These guidelines are intended primarily for policy, program and service managers – though they also apply to managers of information technology. The guidelines are organized in four parts. The first section outlines operating principles and key considerations for the planning and implementation of online consultation and citizen engagement processes. Section two describes the five stages of an online consultation or citizen engagement process and provides an easy reference checklist that summarizes the critical tasks for each stage.  Section three, an assessment of online tools and their application, provides guidance on selecting the right technology to address specific online consultation or engagement objectives. The fourth section provides an overview of legislation and Government of Canada policies and guidelines related to online activities.  Examples of online consultation and citizen engagement practices from Canada and abroad, as well as other reference materials complete this section. This article presents some useful guidelines and best practices in planning online consultation activities within the larger context of consulting and engaging Canadians across Federal Departments. The applications grid for selecting the best tools for online consultation or engagement continues to be useful for planning and evaluation purposes although it requires updating to reflect current technology.

***Title: Deliberative Discourse Research Project – Phase 1: Specification for Online Environment Platform 

Produced By: Berkman Center for Internet & Society at Harvard Law School Online, 2000 

Source: Available online at: http://cyber.law.harvard.edu/projects/deliberation/
Summary: With the administration of The Internet Corporation for Assigned Names and Numbers (ICANN) as their impetus, the Berkman Center for Internet & Society considers online deliberation and governance, proposing a design or high level spec for technology that will allow for its implementation.  Positing a specific tool configuration to achieve this end, this article also aims to provide this information as a means to generate discussion on online discussion/deliberation development in general. This is a useful article in providing specification details for dialogue/deliberation tools as well as presenting thought-provoking guiding principles and rationales of software specification for deliberative discourse. The tool described in great detail in this article is mainly a dialogue and deliberation tool capturing qualitative feedback and participation. That being said, it does outline the need for integrated voting procedures and back-end administrative controls linked to authenticated user base so it could capture some quantitative data. Finally, it posits an asynchronous approach with a many to many relationship, not only of information flow, but governance itself. This article also makes demands with respect to transparency that would signify a significant shift in Federal government approaches to online consultation. The specific virtues of each technical and facilitative component of the spec are worth revisiting in a detailed analysis/comparison of web-based discussion tools particularly with respect to control architecture and conflict resolution online. 

***Title: Government and Technology Partnerships (GTIS) Technology Brief: On-Line Consultation Technologies by Al Mennie. 

Produced By: Government Telecommunications and Informatics Services, Public Works and Government Services Canada. August 2001.

Source: Available at: http://www.comnet-it.org/egovernment/onlineconsultation.pdf
Summary: This 2001 review of on-line consultation sites and their associated technologies found little innovation specific to on-line consultation. Instead, it was found that sites typically adapted current internet technologies to meet their consultation site requirements. Where emerging technologies were being investigated or applied, these developments were found in related fields – i.e. collaboration technologies (groupware, education, and conferencing), profiling and localization technologies (on-line communities), content management (CM) technologies (typical internet site authoring, workflow, repository management and archiving), decision support and data mining technologies (business intelligence systems), categorization technology (XML related products). It was found that present technologies provide adequate support for simple on-line consultation (i.e. voting, surveys, petitions). Where limits existed, they were typically in the area of security, privacy, and establishing participant environments. While providing an important framework for comparison including a generic e-consultation model, this document needs to be updated to reflect more recent efforts and advances in e-consultation and online citizen engagement in Canada. 
***Title: Supporting communities of practice: a survey of community-oriented technologies – How to make sense of this emerging market, understand the potential of technology and set up a community platform by Etienne Wenger
Produced By: Etienne Wenger with support from the General Services

Administration of the US Government, 2001

Source: Available as shareware report at http://www.ewenger.com/tech
Summary: This report is intended as a guide for selecting and assembling a technological platform to support communities of practice across a large organization. Comparing and contrasting a number of group collaboration tools, Wenger concludes that “The ideal system at the right price does not exist yet, though a few come really close. But there are eight neighboring categories of products that have something to contribute and include good candidates to start with. Analyzing these categories of products yields not only a scan of products, but also a way of understanding the various aspects of a knowledge strategy based on communities of practice.” This very comprehensive and well constructed article describes and provides product reviews and tool examples under a series of useful categories of online tools, comparing their value according to a set of thirteen fundamental elements of successful communities of practice which technology can affect.

Title: The “Virtual Agora Project” – Project Description 

Produced By: InSITeS and founded with the support of Carnegie Mellon’s H.J. Heinz III School of Public Policy and Management

Source: Available online at: 

http://insites.heinz.cmu.edu/focus_areas/e-governance.html/agora.html
Summary: The “Virtual Agora Project” represents a multidisciplinary effort to identify how information technology can best be used to support “electronic democracy” and to demonstrate the value of computer-mediated communication for building a widespread and inclusive political community. With a team of principal investigators, the Virtual Agora Project plans to develop and test software that could enable large numbers of citizens to use the Internet more effectively to learn about, deliberate, and act upon community issues. According to their project description, the Virtual Agora software will include video elements, and use audio, as well as text bulletin boards, for the exchange of participant views. Both varieties of discussion board will be searchable. The software will also enable the grouping of participants into multi-level “web congresses,” in which small groups of participants at early stages choose representatives from among themselves to represent the respective groups in later stages of cross-group deliberation. The software will facilitate both deliberative meetings in real time, and extended forms of asynchronous deliberation, for example, an extended form of on-line notice and comment period for a proposed government policy. It will be useful to track this project as it pilots prototypes of the Virtual Agora software and conducts controlled experiments in web-congresses or deliberations with participants. 
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Appendix B: Public Works and Government Services Canada:  Online Consultation Departmental Experience Survey

Name:

Branch/Department:

Title of the Consultation:

Phone number:

Email address:

WWW link to consultation (if still available):

Please answer as many questions as possible 

1. What type of e-consultation/engagement/collaboration processes have you/your department conducted to date?

2.  What tools did you use to support this work? Please include product names and types of tools if possible.

3. Please describe your experience in using these particular tools (i.e. strengths. Weaknesses, etc.). Please describe any specific features or functions of the tools that contributed to the effectiveness of the process or presented challenges.

4. Would a common, government-wide e-consultation suite of tools be useful to you and your department?  Why or why not?  

5. What would you identify as needs in terms of e-consultation tools or technical support in your department (e.g. training, resources, in-house technical support, etc.)?

6. Please provide any other comments or information that may be useful in our identification of effective online tools (research, assessments or evaluative data).   

On-Line Consultation Technologies Departmental Survey Summary
	Online Consultation Methodology Description


	Conducted consultations in a feedback based process only

	36 %


	Conducted consultations using discussion based process only

	20 %


	Conducted consultations using both feedback and discussion based processes

	36 %


	Did not provide details on consultation process or did not report having conducted online consultations 

	8 %



	
	Support for a Common Suite of

Online Consultation Tools

Yes

80%

No

8 %

Undecided based on the need for more information or details

4 %

Provided no response to this question

8 %




Survey Summary Chart

	Department, Title, Dates, URL, and Contact
	Process Description
	Technology Used
	Feedback,

discussion based or both
	Type of Support

Requested
	Common Suite of Tools

Yes / No
	Other Issues/

Follow Up Notes

	Agriculture and Agri-Food Can

Jennifer Vincent 
vincentj@agr.gc.ca 

http://www.agr.gc.ca/cb/apf/index_e.phpp?

http://www.esommet.ca/rural/Default.as 

Canadian Heritage

Heritage Digital Commons E-Democracy Pilot

Craig Taylor

Craig_Taylor@pch.gc.ca

	-Agricultural Policy

Framework (APF).  

-Canadians can use on-line form or live on-line chat with the Secretary of State Rural Development. 
-Online discussion pilot portal on e-democracy.


	-Online form

list serve, live chat, but only used with 

traditional consultations activities.

-Meeting Place platform, part of the Culture Today site (www.culture today.ca)


	Feedback based and dialogue
Discussion Based.


	-Training and additional human and financial resources would be required to support the increased demands on staff and network connections.

	-Yes.  Working collectively saves dept.  resources and users would appreciate the consistency.

	-AAFC participated in the Dialogue Tech. pilot.  This pilot drove home the need to focus on e-consultation tools vs. e-collaboration.  


	CIDA

Ian Darragh,
ian_darragh@acdi-cida.gc.ca
link to consultation 

http://www.acdi-cida.gc.ca/psdconsultation

	-E-mail, list-serve and discussion forums.
	-Lotus notes backend.
	Discussion and feedback based.
	
	-Not useful, b/c we all have different back-end IT environments.
	-However, a consistent graphic interface would probably be easier for users.

	Citizenship & Immigration, 

Jill Finlin

Jill.finlin@CIC.gc.ca
	-On-line Cost Management consultations with a wide variety of different CIC locations, both in N.A. and overseas.  
	-The sessions were conducted using a service provided by Placeware.com
	Discussion based
	-Existing IT resources could provide sufficient technical support for CIC clients. IT resources require training in the use of the service.  
	-Yes, but info must be secure and services must be reliable.
	-An additional benefit of this service is the elimination of unnecessary risks introduced by using commercial services.

	Communication Canada Strategy, Policy and Evaluation 

David Myer 
david.myer@communication.gc.ca 


	
	
	
	
	-Yes.
	-C.C.gc.ca can help provide common locale for input/feedback etc. 

	Communication Canada

Ray Zwicker
Ray.Zwicker@communication.gc.ca
link to consultation http://publicaffairs.nonlinear.ca 
	-Discussion fora for e-consultations, but used mainly as a consultation tool among communities of interest.

	EZsite Forum DEV

	Discussion TBA


	
	
	

	DND -Department of National Defence  
Valéry LaBranche 

labranche.vc@forces.gc.ca

	-Online consultations for the Defence Update.

	“Aside from the obvious, the Internet”

	Discussion Based

	-We seem to have had access to whatever we needed, when needed.
	- Would not believe so

	

	Environment Canada 

Climate Change Bureau,

Andrea Forget
andrea.forget@ec.gc.ca
link to consultation: http://www.climatechange.gc.ca/plan_for_canada/shareviews/index.html
	-Climate Change held public consultations aimed at informing Canadians regarding proposed approach to Kyoto.

-Target conducted extensive stakeholder consultations on Canada’s contribution to addressing climate change.


	-Email forum
	Discussion and feedback based
	
	-Yes, a one-stop site, that is easy to scan and uniquely related to consultations. 

-Allow comparing of responses on difficult issues.
	-Flexible to accommodate a common look & feel which may be created for a specific outreach.

- Need a feedback component when departments share post-consultation reports.

	Environment Canada

e-Government Branch 

Dave Goods 
dave.goods@ec.gc.ca

	-Receives 150-200 comments/day, used as feedback on an adhoc basis. 

-Consultations conducted on Freshwater strategy

documents.


	-Email feedback form

“Orchestra” by Cross Draw for the forum


	-Feedback based and discussions


	
	-Yes

  
	-Believe it would definitely be useful to Environment Canada.



	Department of Fisheries and Oceans Strategic Issues Branch, Corporate Services 

Bill Lumsdon

lumsdonb@dfo-mpo.gc.ca
	- Limited to public e-mail feedback concerning departmental documents placed on-line.
	-Email submit form and HTML software such as FrontPage
	
	- Should include mechanisms that will filter-out spam, etc.

-Must include necessary hardware/ software to ensure privacy and have built-in tools to sort qualitative data.
	-Yes.
	-Should allow for the various components 

of the department to access useful information which could be utilized to improve service delivery to Canadians.

	Foreign Affairs and International Trade

Christiane Seyer christiane.seyer@dfait-maeci.gc.ca

	-Discussion paper posted through the “Consultations” section of the “Trade Negotiations & Agreements” Site
	Sitescape
	Feedback based and Discussion based.
	
	-Yes, this would be very useful, as long as the tool is flexible, and can be customized to specific consultation requirements.
	-Conducted an electronic dialogue with approximately 20 stakeholders.

	Health Canada

Communications Branch, 

Kim Hannah
kim_Hannah@hc-sc.gc.ca 


	-Consultations are submission based. 

-High profile policy issues have a topic web page to post documents & solicit comments 

-Using web for moderated discussion forum is extremely rare.

-Consultants created site & moderated the discussion. 
	
	Feedback based and discussion.


	-Tools with access to expertise to use consultations on line & definitely back-end collation/synthesis of e-responses. 

-Most of staff doing consultations do not

have the technical support/knowledge to know how to set up/maintain a list.


	
	-On-line consultation with external stakeholders will not gain popularity until there is a greater practice of on-line consultation amongst departmental staff.

	Health Canada

Sylvie Cantin
Sylive_Cantin@hc-sc.gc.ca
	- OCAPI: stakeholders, general public consultations on specific policy.
	-None specifically mentioned
	Feedback based
	
	-Yes, we support a common suite of tools. 
	-DFAIT presented as good model.

	Industry Canada

Michèle Laurin
laurin.michele@ic.gc.ca
Department of Justice

Donna Neil/ David Dendooven 

donna.neil@justice.gc.ca
david.dendooven@justice.gc.ca
	-Currently creating online Outreach survey, which evaluates the effectiveness of 1-on-1 meetings with DFAIT.

-Innovation Strategy Engagement.

-Parliamentary Review of the LRA administration Sought input from stakeholders (1999). 

-Posted consultation documents on the Department’s Internet website, inviting public response. 

- “ePals”, is a survey to obtain young people’s opinions on youth crime and the Youth Criminal Justice Act.
	-Email form

Access database in site by FrontPage

Quickplace, Perseus

Feedback Simplify from Tomoye, Jive Forum, and Sitescape
Email feedback form

EPals

	Feedback based

-Feedback based and dialogue with youth but not used for policy consultation purposes

	
	-Yes, but with the following requirements: flexibility and simplicity, organization of view of subject area, system that provides cross-reference analysis, CLF compliant.

-Yes, would ensure standard practice across government.


	-Standardized web infrastructure /platform is J2EE.  

-It is mandatory the selected tool be J2EE compliant.   Need a solution, which meets TBS policy requirements.

-Would be useful to Public, as they don’t need to access to various websites to gain information required.

	Public Service Commission 
Diane Sequin-Lindsay

diane.seguin-lindsay@psc-cfp.gc.ca

	-Two small on‑line surveys to collect information on staffing actions.
	-Survey Solution XP; E-mail; Perseus Survey Solution;

Dreamweave
	Feedback based
	-Technical support for software.

-Leadership in the co-ordination of email addressing in the FPS
	-Yes.


	-Survey preparation still most important step. Regardless of tool, effective questions are needed

	Public Service Commission 
Jean Dontigny
jean.dontigny@psc-cfp.gc.ca
	-Two small on‑line surveys to collect information on staffing actions.
	-Email (Groupwise)

Perseus Survey Solution.
	Feedback based
	- Technical support for software.

- Leadership in the co-ordination of email addressing in the FPS.
	-Yes, but survey preparation still remains the most important step.
	-Regardless of the tool, the questions must be effective and efficient in order to get reliable statistics.

	Public Works & Government Services Canada

Compensation Sector/Pension Services Directorate

Pierre Gauthier -

Pierre.Gauthier@pwgsc.gc.ca 

Public Works and Government Services

Ellen Muise  Ellen.Muise@PWGSC.GC.CA 


	-Pension Benefits website, implement comprehensive web survey to ensure needs are met.
-E-survey of internal compensation clients on service standards.
	-“Web Validator” tool.

Email form

	Feedback based

Feedback based


	-In-house support, both technical and in terms of validating questions to ensure the resulting data could be converted to meaningful statistics.
	-Difficult to answer without understanding what the suite of tools offers.

-Yes, depending on features provided.
	

	Royal Canadian Mounted Police Special Initiatives Directorate/CIO/RCMP
Pirth Singh & Peter Macnaughton 
pirth.singh@rcmp-grc.gc.ca

	-Surveys conducted internally (of public servants, civilians & businesses) .

-In addition, surveys of IT requirements, learning styles to determine appropriate training strategy have also been done.
	
	Feedback based
	-Easy to use, bilingual

Internet/intranet, analyze information geographically/demo-graphically.

-Gather surveys in central repository & customize questions, best practices in e-consultations.
	-Yes, due to large number of surveys. 


	-A common suite of tools to gather feedback and analyze it would be beneficial.

-Use expertise for e-collaboration across departments and communities of interest.

	Solicitor General Canada

Vicki Koshe

kohsev@sgc.gc.ca

	- Online survey (pop-up)
	-Unknown
	Feedback based
	-Don’t know yet (would like to host e-consultation site)


	-Yes, easier for clients, provides consistent results


	–Identify “best” tools for various purposes. 

–Cost sharing or centralized purchasing.



	Status of Women Canada

Jessica Gibbs
Jessica.Gibbs@swc-cfc.gc.ca
Statistics Canada

Bruce Fulcher 

Bruce.Fulcher@statcan.ca

	-SWC held an e-consultation on Beijing -electronic round-table was closed, moderated e-mail discussion.

-Stats Can externally focused operations can be divided into 3 broad key service areas: a)Collection 

b) Dissemination      c) Stakeholder relations .

-The electric channel is well established as an integral component of all 3.


	List serve

-All list-serves utilize Listproc software, from Cren. Survey Pro (Apian) is used to create and manage online surveys.
	Discussion based

-Feedback based survey and dialogue
	-Bilingual software  including dynamic updating of it would be a useful improvement.
	-Yes 

-Depends on the elements of the platform and the structure governing the use of it.


	-Due to the nature of STATCAN’s  consultation structures, we may not be able to participate in any kind of consultation “portal” model.

	Transport Canada

Joël Comeau,
ComeaJj@tc.gc.ca

	-Collaborative development of regulations standards etc. 

-Evaluation of software, consulted public on legislative changes using web- based forums (Polar code & Bus Policy.


	-Microsoft net meeting video tele-conference web sites outlook e-mail, (current evaluation of “Orchestra from Crossdraw”)
	Feedback based
	-More effective e-consultation tools, products & examples listed in your question

-Training, resources, in-house tech support

-Standardize to operate on an inter-departmental basis.
	-Yes, if tools would integrate into TC’s IM/IT architecture

-Reduction in cost for using such services,

-Captured info fed into dept. records

-Security feature for internal-only
	-Example of operational consultative website, shared by TC and DFO.



	Western Economic Diversification Canada 

Nancy Girard-Bégin

nancy.girard-begin@wd.gc.ca 


	-Very minimal to-date in terms of e-consultation, but this is something we will be looking towards within this fiscal year.
	N/A


	N/A
	-Training and possibly resources.
	-Yes, but must ensure interoperability across all technology platforms.
	-A common platform could stream line test/evaluation costs.


	House of Commons – Library of Parliament

William Young/Peter Niemczak

youngw@parl.gc.ca
niemcp@parl.gc.ca
Title of Consultation: Canada Pension Plan Disability

Link to consultation: www.parl.gc.ca/disability
(not live, but results are still there)
	-Held an e-consultation on the future of the Canada Pension Plan Disability Program for the Subcommittee on the Status of Persons with Disabilities.
	-3 primary tools built as custom applications:

Issue Poll, Share your story, and Present your solution.


	-Feedback based.
	-There are very few e-consultation resources available internally.  Problems we face are firewall challenges, development times and resource implications for analysis.
	-No, it is unlikely that Parliament could use a suite of tools provided by the government.
	-Some strengths of this consultation were that it was easy to participate in, easy to understand, and it allowed Canadians to provide input in an unprecedented fashion.  

-Also important that there were a variety of tools available.  


Appendix C: Online Consultation Technologies Project Departmental Interviews

Follow-up interviews were conducted by telephone with the following six people. These individuals were selected based on their input on the survey. 

Dave Thomson – Industry Canada

Christiane Seyer – DFAIT

Ross McNaughton – Indian and Northern Affairs

Paula Tozer – Environment Canada

Evan Medley – Canadian Heritage 

Bruce Fulcher – Statistics Canada
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